Reading
e Between

the
- Lines

How Entrepreneurs
Can Win the
Hiring Game

By J.A. Dunnigan

or the average small-business
owner, interviewing job appli-
cants can be a frustrating, some-
times even fruitless, experience,
particularly if the entrepreneur
lacks the necessary resumé-game
skills to see through the smoke-
screens, exaggerations, artfully writ-
ten deceptions, and outright lies that
pass for acceptable resumés. If the job
you're offering is a good one, you'll
probably be inundated with resumés of
" virtually every type and description.
And according to the rules of the
game, it’s up to you, the prospective
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Reading Between the Lines

ENTREPRENEURS CAN AVOID HIRING HEADACHES BY LEARNING WHAT
70 LOOK FOR WHEN REVIEWING RESUMES. SKILLFUL RESUME WRITERS
CAN MAKE THEMSELVES SEEM MORE QUALIFIED THAN MORE
APPROPRIATE BUT LESS CREATIVE APPLICANTS.

employer, to ferret out the ‘‘right” applicant from the mo-
rass of unacceptables that your ad will certainly attract.
Trying to play the resumé game “uninitiated” is tanta-
mount to betting the mortgage on filling an inside
straight—the odds against you are just too great.

So how does the small-business owner—immersed as he
or she is in the day-to-day operation of the business—usu-
ally go about finding the right employee to bring aboard?
Most of the time, according to the employment experts we
spoke to, entrepreneurs expend a great deal of time and
energy wading through stacks of resumés, platoons of ap-
plicants, and days of interviewing—with no guarantee that
they’ll be any closer to hiring a good employee than they
were at the start. And if the business owner decides not to
use a private employment agency or serv1ce, the hiring
burden falls solely on him or her.

The hiring process usually begins with drafting an ad-
vertisement. The best method of writing a good ad is two-
fold. First, analyze the position to be filled with an eye
toward cataloging both the duties to be performed and the
skills necessary to complete those duties; and second,
prioritize those duties and skills based on the salary to be
paid.

Robert Half, noted author and president of the recruiting
firm of Robert Half International, Inc., suggests that the
type and number of resumés the employer receives will
directly reflect the type of ad placed. “‘Don’t ‘overspec’ the
job,” he says. ‘“‘You don't want to have too many specifica-
tions for any one job. If you find that your list of specs is
reasonable and fair, then analyze them to determine which
are the most important. You might be looking for a CPA-

[nterviewing Guide
Ask The Ri ght Quostmn; ;

ASK YOURSELF

Aftitude 1. Can compete without irritation?

2. Can bounce back easily?

3. Can balance company/self interest?
4. What are life priorities?

5. Is there a loyalty level?

6. Takes pride in doing a good job?

7. Indlcatlons of cooperatweness7

1. Is he/she a self-starter?

2. Completes own tasks?

3. Follows through on assigned tasks?

4. Works in assigned manner without leaving
wn “‘trademark’’?

5. Can work independently?

Initiative
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48 Is i:hié Berson excltable of eVén-tempered? P
2. Impatient or understanding? - o

3, Does he/she show likes and dislikes freely? .
- 4, Does he/she use Words showing strong feelings?. §&'
b, 18 eandidate po unpulswe» controlled/ 1
Rl A
6. Will btoadeh or ﬂatten tnder pressure?%
718 candldate enthusiastic about Job? ;

. Ability to plan/follow through without a
supervisor?

2. Ability to coordinate work of others?

3. Ability to fit into company methods?

4. Ability to improve methods?

5. Will he/she see the whole job or get caught
up in details?
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X Desn'e for self-unprovemeﬁt? ” 5
3. Interestéd in problems of othérs? -

Social Skills 1. Is this person a leader or follower?
2. Interested in new ways of dealing with people?
3. Can get along best with what types of people?
4. Will wear well over the long term?
5. Can make friends easily?

MBA with a background in publishing to be your controller.



Get The Right Answers

ASK THE CANDIDATE

. Ever lose in competition? Feelings?

. Ever uncertain about providing for your family?

. How can the American way of business be improved?
. Do you feel you've made a success of life to date? How?
. Who was your best boss? Describe the person.

. What duties did you like most in your last job? Least?

. How do you feel about working with other employees?

SO U R WO BN

. How did you get into this line of work?

. Do you prefer to work alone or with others?

. What do you like and dislike about your kind of work?

. Which supervisors let you work alone? How did you feel
about this? :

. When have you felt like giving up on a task?
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What part of your work do you like best?

. What part is the most difficult for you?

. Give me an idea of how you spend a typical day.

Where do you want to be five years from now?

If you were the manager, how would you run your
present job? What are the differences between planned
and unplanned work?

o w o

What do you like to do in your spare time?

Have you ever organized a group? Tell me about it.
What methods are effective in dealing with people?
What kind of people do you get along with best?

Do you prefer making new friends or keeping old ones?
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‘Reading Between the Lines

How [necessary is] the publishing experience? Where would
you compromise if you had to give up something?”’ Answer-
ing that last question enables the individual entrepreneur to
prioritize his specifications so that he knows which of the
traits/skills he is asking for are most important.

“Your real goal,”’ Half says, ‘“is to get someone who has
the ability and willingness to do the job. Sometimes your
qualifications are very difficult to meet because the person
who had the job previously developed certain skills while on
the job. For example, let’s take that controller we spoke of.
A controller is basically an accountant. However, in many
firms—particularly in small firms—the controller performs
many functions, The previous controller may have ac-
quired advertis-
ing and market-
ing skills. This
person is leaving
and now you're
looking for a
CPA-MBA con-
troller who has
marketing and
advertising skills. 1§
Just try to find
one. What’s hap-
pened is that
you've created a
specification that
didn’t exist be- §&
fore. The only
reason the old
controller had
those skills is be-
cause he worked

himself into
them. He eduy- 'NFORMATION TO BELEARNED IN A FACE-TO-FACE INTERVIEW.
cated himself

while on the job.”
So, in the case of §
the ad for the
new controller,
the ability to
learn marketing §
is important— }
marketing ex- |
perience is not.
Half also be- E

lieves that it'’s a bxg mlstake to allow the departing em-

ployee to write the job specifications for his own replace-
ment. “Everyone wants to make himself look good—real
good,” he says. “And people just naturally want to be
missed when they leave a job. So they make the job [and
their shoes] tough to fill. As a result, the job requirements
can be totally unrealistic. It's a sad mistake, but I've seen
employers allow that departing employee to not only set
the specs but also interview the applicants for his job.” So
the person with hiring authority should write the ad, review
the resumés, and interview the applicants. It's also impor-

THE VALUE OF RESUMES IN THE HIRING PROCESS IS OPEN TO DEBATE, ACCORDING TO THE EXPERTS,
BUT EVEN THEIR ADVOCATES WOULD AGREE THAT A RESUME ALONE CAN NEVER CONVEY THE

tant to remember that if a personnel service finds the right
applicant for the position, particularly if you’ve been unable
to do so, it's well worth the fee charged.

““The most important factor the applicant should commu-
nicate to the prospective employer via the f~sumé is
achievement,”’ Half continues. ‘“You’d be shocked at how
often this is overlooked or omitted from a resumé, After all,
the most important characteristic of any resumé is what
the person has accomplished. These are the applicant’s suc-
cesses, and that’s what the informed employer should look
for.”

To screen resumés properly, Half also suggests batching
and spot-checking. If a secretary or assistant is

prescreening re-
' sumés as they ar-
rive, they should
be separated into
three categories:
1) strong candi-
dates; 2) middle-
of-the-roaders;
and 3) obviously
unsuitable appli-
cants. Once this
is accomplished,
the owner or in-
terviewer with
hiring authority
can spot-check
each category to
ensure that appli-
cants are prop-
erly batched.
This also gives
each resumé two
chances to cap-
ture interest.

If there are a
great many re-
sumés to be pro-
cessed, another
technique Half
1 suggests is pre-
| interview screen-
il ing via telephone
{ calls to the appli-
y cants. Giving the
appllcant a chance to sell himself or herself over the phone
is an excellent method of providing the interviewer with
key insights about that person. A quick phone call allows
the interviewer to gauge the applicant’s ability to conduct
himself over the phone, to summarize past accomplish-
ments succinctly, and to extemporaneously cope with an
unscheduled request for information. When too many re-
sumés arrive, this is a good method of weeding out candi-
dates while giving everyone called the same opportunity to
shine. For the busy entrepreneur, this technique can sig-
nificantly reduce the time spent interviewing applicants.
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,IMPROV ING IN'I'ERVIEW
SKILLS TO ATTRACT
‘_BE'ITER EMPLOYEES

Most tips on mterv:ewmg are dlrected at helpmg pro-
spective employees improve their interview skills. But Ed
Kiradjieff, 3 former Price Waterhouse personnel director
-and head of the Boston-based employment-consultmg firm .
' of Klradneff & Company, believes, *“When it coines to inter-

. viewing, business owners who may interview infrequently
-also need advice to help thein fill jobs with the best-qualified.
ple Kiradjieff has identified 10 ways entrepreneurs
¢an improve their interviewing ability: ,
Prepuaré a writtén job lléurlplhn. Give Some
thought to just what the nature of the job i§ and write it
down. This can be broken down into thrée elements: job |
duties and responsibilities, a description of the professional
qualifications, and the kinds of work experienice needed,
Broak the i¢e: Establish a friendly atmosphere. You can
. do this by making small talk. Asking the candidate about -
personal interésts hot only piits him ot her at ease but helps
' you gather information and details. -
. Dovdlop an interview timé plan. Plan the. inter-
. view anid [know) how much timeé you havé for it. Try to
avoid interriiptions, such as phohe calls, Be on time and stay
on timé. How yoli allocate thé time for the interview is
essential. Communicate thé fimié plan to the candidate.
Keep an 6psi mind, Gudrd against forming hiring de-
 cisions tod &arly in the interview; you may weed out the °
right person. Look fof positive attributés and strengths.
. Glve the éandidals Hime #6 toll his 6¢ hs# stary.
" Ofie of the b:ggest gxrors s fiot gwmg the candxdate enough
“timé to talk,™
Present a truthiul picturs 60 thé comparny and
the job. Candldatés will respect an honest presentatiofi of
 the pliisses dnd minuSes. Surptisitigly, sone managers
 overemphdsize the fiegatives and turn off interest. -
Listén ecardfully. Listen with full toricentration 4nd -
take fiotes. Llsten fof repétitions, corisistency; and convic-
‘ tion. Look for the passion With Whlch afi applicant pursties:
his of her outsidé mterésts
'Aveid saldary hids 7’ séek, Dor't 4k candidates,
“‘How huch do you néed?” or ‘What will it take to get you ofi
board?’ This is threatehing. He or shé may ask too little for
fear of being eliminated; or too fiitich, &xpecting to be bar:
“gained dowti: 1t'8 bést t ask dboiit dalaty history. Most
péople are trithful About what they earti: The interviewet
‘should also be truthful dbout thé salary range. If thé candi-~
daté has been earning $30,000-60,000 and the job pays
$35,000-70,000, you have a match. You can then procéed
-to narrotw down a starting saldty and bétiefits package.
_Tell theé cundiduts uboul i next step. A candi- -
" daté Wants t6 kiiow what ﬁ'ﬂlhappen next and whend. Don’t.
leave Hirf of het hanging oft, Stick to the ;ﬂan and comriini-
caté as promiSed up to the very end.
-Minid your mannérs. Exténd the kind of courtesy you
“would give your best éuistoméz, Wio knows; thé job himter
may want to by your prodict Some ddy. And above all,
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Reading Between the Lines

Alan Schonberg, cofounder and president of Manage-
ment Recruiters International (MRI), an executive search
and recruitment organization, strongly believes that re-
sumés generate miscommunication. So adamant is Schon-
berg on this point that it is his company’s policy »nof to
submit a resumé to a prospectlve employer on behalf of an
MRI client.

“Resumés per se are probably one of the most grossly
misleading instruments in the United States,” Schonberg
insists. “‘Every time someone picks up a resumé, he comes
to a preconceived notion of good, bad, or indifferent. Most
interviewers see many, many candidates—as a result of
reading their resumés—that should never even get an in-
terview. Anyone who has the least bit of skill can make his
or her resumé an inducement. Employers in this country
spend enormous, countless hours per year plodding
through interviews that should never have occurred. All
those wasted interviews testify to the skill of the resumé
writer who is not really the qualified person his resumé
depicts.

Is the resumé cleanly prepared and presented? Does it pro-
vide the reader with a *'professional look”” at its owner? Are
there clearly stated successes, or is the resumé rife with
ambiguities?

Remember what you're really looking for in an employee
when you write an ad. First analyze and then prioritize job
duties versus salary. How much does your new person need
to know the first day? How much can a quick learner pick up
on the job? How important is attitude versus experience?
Isn’t what you're really looking for a motivated individual
who will make a contribution to your team?

As an employer with hiring authority, you must keep in
mind the two goals of the resumé: First, it must capture
your attention by standing out from all those others in the
pile. Second, once it has captured your attention, the re-
sumé must then sell itself (and its owner) sufficiently to
warrant an interview, The resumé has become a promo-
tion. There’s nothing wrong with a successful promo, but it
is not an end in itself. The payoff, for both the employer and
candidate, should
occur in the

“The prospec- p—————o
tive employer has | P et
a hunger, a need, |t
a thirst to find a |
good candidate |
and make a good [I¥
hire,”’ adds [i#

may be inundated 1
with 30, 50, 70,
or 150 resumés |-
to read. The em- {{

-?'mzsleadmg instruments. Every time someone picks up a
‘resumé, he comes to a preconceived notion of good, bad, or
Schonberg. He ii indifferent. Most interviewers see many, many candidates as
a result of readmg thetr resumés that should never even get

interview.
Although we
have focused this
discussion on an-
alyzing resumés,
it's also a good
idea to have a
clear idea about
what you want
from an inter-
view, and from

ployer knows
he’s only going to hire one of those people, and he’s got to
get through all those resumés. As a result, he skims
through the resumés quickly, and an artful resumé writer
can make ambiguity so attractive to the reader that his eye
just picks up key, well-turned phrases that the writer knows
are going to appeal. Yet those statements only convey
ambiguity. The resumé doesn't really state what the person
has done and what his or her track record actually is.

“There is more ambiguity in resumés than anything
else,” Schonberg continues. “In the resumé game today,
the old ‘Just the facts, Ma’am’ approach won’t wash. The
employer who is reading just facts that are not presented in
a stimulating package will pass on that resumé because it
just hasn’t grabbed him.”

If Schonberg had his druthers, he would “totally elimi-
nate the resumé from the interviewing process.” But re-
alistically that won’t happen anytime soon. Flawed as re-
sumés are, they are still the foundation on which
professional-employment opportunities rest. No matter
how poorly employers screen resumés, no matter how
many faulty preconceptions result, neither employers nor
job seekers seem willing to give them up.

It stands to reason, then, that business owners still must
rely on the resumé in the hiring process. Knowing that, the
smart entrepreneur will view those vitae with a keen eye.

the interviewee,
before the fact. What are the most important pieces of in-
formation you wish to obtain? Are you primarily concerned
with your face-to-face reaction to the applicant, or will the
answers to specific questions be the primary factor influ-
encing your hiring decision?

If you come in to the interview with key questions to be
answered, is that because the information was not con-
tained in the resumé? If important points about the appli-
cant’s background or work history are omitted, you should
have a very sound alternative motive for granting the inter-
view in the first place. A certain amount of flexibility will
pay off in the long run, particularly if the person you wish to
hire will be employed for reasons other than writing skills.
If you're filling a people-to-people position, for example, the
only way you'll find the right person for the job is through
an interview, not from a resumé,

Unfortunately, there aren’t any clean and neat shortcuts
to the hiring process. If you want to get the best employee,
you’ll just have to work harder than the other guy at finding
them. Read resumés with a grain of salt. Preinterview tele-
phone conversations with prospective candidates could
save you quite a bit of unnecessary interviewing.

And above all, when you're considering candidates you
might want to keep in mind Robert Half's definition of a
resumé: “It’s a balance sheet without any liabilities.” m
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